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How the Founder of Baked by
Melissa Recovered From Her
First Holiday Sales Disaster
Melisa Ben-Ishay talks about her first big mistake (during the holiday rush!) and
what it taught her about prepping for sales spikes.
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The holidays can be a killer. For many entrepreneurs, particularly those
in retail, the stretch between Halloween and New Year’s is when teams
get stressed, systems get strained and even the smallest inefficiencies
can amplify into crises. If a young company builds itself well enough to
survive into January, it’ll be in great fighting shape for the rest of the
year. If it can’t, it won’t. And that was the crossroads Melissa Ben-Ishay
found herself in back in 2009.
Related: I Started Saying 'No' to These 6 Things. My Life and My
Business Got a Lot Better.
Her New York-based company, Baked By Melissa, sells bite-size
cupcakes. It had grown fast, and she thought she was ready for the
holiday crush. On one of the first days of that season, she woke up at 3
a.m. to see how things were going. Holy shit, the orders are coming, she
thought, and they’re not stopping. So she ran down to her fulfillment
center to help out and discovered a disaster in the making: Her back-end
system was buckling under the volume of orders. The whole thing
would need to be scrapped. “We were basically at square one,” BenIshay recalls.
It was about to be a long
December. But by the time
January came, she’d know
what it takes to build a
company into the future.
Ironically, Baked By Melissa’s
first big break came during a
previous holiday rush. In
2008, Ben-Ishay was fired
from an advertising job and
began baking cupcakes to sell
through catering companies. She was asked to make them for a large
holiday market, so she hired an employee and they spent 15 hours a day
baking for six weeks straight. Every day, they sold out. “So we knew we
had this unbelievable opportunity. We had to take advantage of it,” she

says.
Related: 25 Common Characteristics of Successful Entrepreneurs
Ben-Ishay spent the next year building her brand. The company’s manyflavored mini cupcakes hit a sweet spot in the city -- an adorable,
inexpensive, gourmet snack without all the sugar of a full-size cake. She
set up a retail location, increased her delivery business and built a backend system made for fast deliveries: An order comes in and is queued up
to be fulfilled and delivered. But on that early holiday morning, when
Ben-Ishay discovered her system was failing, she called her first
employee, and the two of them spent weeks printing out and pasting
order slips by hand. Her dad and friends were conscripted to do
deliveries. Deliveries were late. Her customer service department went
into overdrive.
Once the rush died down, Ben-Ishay and her team debriefed. They knew
that, most importantly, they had to learn to anticipate. They had no way
to know what people would order at any one time and, therefore, how
much product to make and people to deploy. So they set up sales
meetings every Monday throughout the year to review the data. Then
they reimagined their back-end system with an emphasis on
organization. Rather than sending individual orders out the door, the
company now arranges orders by area and sends them in waves -meaning a larger volume can move more efficiently. “Every decision we
make now is a data-driven decision,” she says, “which is amazing and
what’s necessary to make the company grow.”

Related: 9 Steps to Increase the Value of Your Business
And grow it has. Baked By Melissa has 13 retail locations in New York
City and a nationwide e-commerce business. By the end of 2017, it will
have sold 100 million cupcakes and it expects to sell 30 million more in
2018, with ambitious expansion plans in the offing. But Ben-Ishay
continues to reflect on what she learned when times were toughest. “The
lesson, and it’s something I’m always working on, is not letting myself
get emotional,” she says. “Everything’s going to be OK. And really,
what’s the worst thing that’s going to happen? Somebody’s gift is going
to arrive the next day? That’s OK. They’re still going to get freshly

baked cupcakes.”
Hear more from Ben-Ishay on our latest episode of Problem Solvers.

Anyone who's ever had to sign and mail a paper document has
wondered: There’s got to be a better way to do this. And there
is! SignEasy is a easy-to-use, simple and legal way to digitally sign
documents. You can sign them yourself, from anywhere and on any
device, or send documents to customers, partners, or colleagues for
signing, and even track the progress of documents and get notified when
a document is signed. And if someone's late in signing, you can send
them a reminder. With SignEasy, there's no reason to deal with
documents you have to print and sign and put in a mailbox. SignEasy is
faster, easier, and safer. To get started for free go
to getsigneasy.com/podcast.

ProsperWorks knows what everyone in sales knows: CRMs are really
tedious. "Somewhere along the way," its website says, "CRM got really
hard to use." And that's why ProsperWorks has built a CRM that's the
opposite. By integrating with tools you’re already using and eliminating
repetitive tasks with automation, ProsperWorks is beautiful, easy to
use and drives productivity to help you and your team sell more, faster.
Try ProsperWorks for free by using our link.
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